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Background
The School of Environment, Education and Development (SEED), and its constituent disciplines and Institutes, are heavily invested in undertaking cutting edge research. SEED’s research strategy is focused around attaining three objectives: raising the quality of our research output; enhancing the impact of our work; and improving our levels of external grant capture. Much of the research undertaken in the School is done through externally funded research grants. As part of the University’s research expectations, SEED is expected to substantially increase its levels of grant capture. In the recent years, grant income levels for the School have been low, around £2M in 2013-14 and just under £3M in 2014-15. In 2015-16 grant income levels substantially improved to just over £5M. However, this is still far short of the University’s strategic target for grant income capture in SEED which is over £9.2M a year by 2020. In addition to this challenge, the School has a highly skewed pattern of grant income gathering. Less than 20% of research active colleagues (those on a research and teaching contract) account for the vast bulk of grant income raised by the School. Attaining the School’s research goals and objectives requires us to not only raise the quality of our work but also to expand the numbers of colleagues engaged in grant funded research and raise our overall levels of grant income. Other policy frameworks set out the role of research groups and research centres as part of the School’s overall research strategy. 

The ‘Policy on Research ‘Buy-in’ and Research-linked Workload Adjustment’ details the School’s approach to funded research time. The principles that drive the policy are the following: First, there needs to be a strong incentive structure to undertaking externally funded research within the School. Second, and linked to the first principle, academics who apply for externally funded research that includes part of their salary costed time (‘Directly Attributable’ or DA costs) need to have a clear sense of the implications of this for their overall workloads. This requires a clear and transparent workload adjustment policy. Third, research funders need to be confident that the salary costed time that they are covering will be delivered by the academics they finance. Fourth, disciplines (and HoDs in particular) need to be confident that resources are provided for ‘research-funded ‘buy-ins’’ to cover costs associated with teaching and administrative provisioning linked to funded research time of colleagues. Funded research of one colleague should not imply a higher teaching and administrative workload for other colleagues who do not have funded research grants in their work portfolio. Fifth, there needs to a strengthened link between research and teaching in a School that aspires to deliver research led and research informed teaching and to perform strongly in any forthcoming teaching excellence framework exercise. Consequently, there is a clear principle that research related workload adjustments cannot lead to academic colleagues having absolutely no engagement with teaching and administrative tasks. Hence, a minimum level of 20% of WAM workload (involving teaching and service) has to be provided by all colleagues irrespective of the level of their funded research time. Sixth, that for a workload adjustment to take place for any individual in a given year they need to have a minimum of a 10% FTE DA costed time for that year. Finally, to ensure a degree of uniformity in approach across the Faculty, the SEED policy follows many of the arrangements and practices embedded in the SoSS policy.

SEED Research Buy-In and WAM Workload Adjustment Policy
1. First, some basic principles when considering the management of research linked workload adjustment:

0. As with much of the rest of the Faculty, academics in SEED on a research and teaching contract are assumed to be engaged on 40-40-20 model whereby 40% of their time is spent on research, 40% on teaching and 20% on administrative tasks. The WAM model in SEED disciplines, however, only allocates WAM workload points for “teaching” (which includes UGT, PGT and PGR) and for “administration/academic-leadership” roles. Research is not explicitly accounted for in the WAM. Exceptions to this 40-40-20 model will apply in the case of colleagues on teaching-only or research-related contracts.
0. Academics are expected to apply for research grants as part of their normal duties. Successful grant capture is one of the indicators of research performance for promotion and Professorial salary review.
0. The workload adjustment policy will only come into effect where DA salary costs that cover overheads are brought in through research grants.
0. The elements of research grants that are to pay for indirect and estates costs (fEC) are there precisely to do that.
0. Only part of HEFCE QR funding is for ‘quality related’ research and much of it is to compensate for the estates and overhead costs of PGR students and charitable research, on which only a small proportion of fEC (full economic costing) is recovered. The current allocation of QR equates to approximately 20% of academic staff time in a notional working week (year round).
0. In addition, usually at most only 80% (often less) of actual staff time cost can be recovered from the research award funder.
0. Finally, in order for a WAM workload adjustment in any given year to come into effect there has to be a minimum threshold level of 10%FTE DA costed time in that year.

Hence, any grant income recovered (i.e., awarded) against PI or Co-I (Directly Attributable) staff time must be employed to help defray the costs of currently unfunded research time and cannot be used solely (if at all for modest, or zero, amounts of recovered staff costs) to relieve staff of teaching and service/leadership contractual obligations. Consequently, the SEED research policy will only operate where colleagues have at least 10% of their FTE time covered through DA funded staff costs.

However:
· There will be a need for special arrangements for externally funded research centre directors, to be agreed in advance of any application.
· Where a grant is explicitly for a research fellowship (e.g. Leverhulme Major Research Fellowship), or academic leave (e.g. AHRC Research Leave Award) then the terms of that grant will be honoured. That is, if the award only pays teaching replacement up to an upper limit (below the cost of the Directly Attributable staff time), then the staff time commitment will still be honoured.

1. With the above in mind, and prior to a grant application being made, the academic colleague will have discussions with the School Research Support Officer(s), within the ALB Research Hub, and the colleague’s line manager about the level of commitment that the project will require and its implications for the colleague’s WAM load. These discussions should include detail of how they consider the WAM load can be cove red by offering suggested teaching/research activity which could be undertaken by others, and if relevant aiding their line manager/HoD with a search for replacement  bought-in teaching etc. However, it should be noted that the final decision about how buy-in is delivered and what activities will be “replaced” will sit with the HoD.   The line manager, usually HoDs, will be required to indicate that the issue has been fully considered before signing the Research Proposal Approval (RPA) Form, taking into consideration the following (given the current SEED WAM):

1. In principle, ALL Directly Attributable staff time that is committed to the research project will be distributed uniformly across all areas of activity in the assumed 40- 40-20 model, described in 1(a). In effect, this is accounted for in the WAM by applying the same percentage reduction to both the total expected teaching (including exam marking and supervision) and administration activities in the model. HoDs will have discretion to vary the total WAM reductions across teaching and administrative activities, which may be zero for unplanned/unfunded and modest amounts of staff time. The WAM should be flexible enough to make allowances for grants that fall across more than one academic year.

The algorithm will work as follows. Let R denote percentage of time on Research activity, separated out into the agreed external Research (or research buy-out) percentage time, denoted R EXT, and QR/University funded Research percentage time, denoted R QR. Percentage of time devoted to Teaching and Administrative obligations will be denoted T and A, respectively.
If R EXT = 0, then the nominal percentage allocation of time will be

	R EXT
	R QR
	T
	A

	0
	40%
	40%
	20%



resulting in no WAM reduction for T  and  A activities.

Whilst if the agreed R Ext = x%, then the following nominal redistribution of time applies

	R EXT
	R QR
	T
	A

	x%
	(40-0.4*x)%
	(40-0.4*x)%
	(20-0.2*x)%



Thus an x% FTE DA funded staff time (as long as it is above the 10% threshold) will result in a direct x% reduction in WAM workload (across both Teaching and Admin tasks). 
For example, a 60% DA funded research time will result in a 60% reduction (the buy-out) in the individual’s WAM workload (which includes teaching and admin tasks). A 30% DA funded research time will imply a 30% reduction in WAM workloads. And so on. The only caveat is DA funded time of less than 10% will result in no reductions in the WAM workload on T&A. The clear implication of this is that such levels of time allocation on funded research are seen as minimal. Moreover, the policy would seek to encourage colleagues going for larger levels of DA funded staff time. 
1. It will be possible for academic colleagues to aggregate time commitments across several grants, providing the time commitments fall within the same academic year.

1. There is a clear expectation that research buy outs for individuals should not result in higher T&A workloads for other colleagues in their disciplines. Hence, resources will be provided to DAs to ensure that teaching and admin needs arising from research buy-outs are met. This will be done in the following manner: Provided the fEC of the directly incurred costs of undertaking the research project are covered, a proportion of the actual funds being generated from the recovery of directly allocated academic time element in research grants will be amalgamated within a nominal Discipline Area Account (i.e., excluding indirect and estates costs and taking account of the (usual) 80% differential under fEC). HoDs will discuss with HoS how best to deploy this account to ensure that appropriate cover is provided across the School, taking due account of the particular needs of individual DAs and the strategic need of the School to maximise its research contribution.

1. Each year the Research Hub and the School Accountant will provide HoS, SRD, and HoDs with data on discipline level DA funded staff time allocations and associated agreed buy outs for the forthcoming academic year. This will be done in March-April of each year to ensure that DAs have sufficient time to arrange the recruitment of associated teaching cover for the next academic year. 

1. In particular, where teaching “replacement” lectureships are agreed, under point 3 above, these will be Teaching & Scholarship contracts so as to maximise the teaching contribution gained and to off-set academic leadership roles that may have to be re-assigned within the DA.

1. Normally, on average (over a number of years), academic colleagues should be expected to continue to offer service in other areas relevant to the School’s WAM (which could be explicitly accounted for in the WAM to a normal maximum of about 20%), including, inter alia: certain administrative roles, PhD supervision, MA Master classes, UG teaching. This should be agreed with the line manager (e.g., in the annual PDR). 
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